A Project-Based Model for Implementing BPR by Ling, Hong et al.
Association for Information Systems 
AIS Electronic Library (AISeL) 
ICEB 2005 Proceedings International Conference on Electronic Business (ICEB) 
Winter 12-5-2005 
A Project-Based Model for Implementing BPR 
Hong Ling 
Wei Yuan 
Zhengchuan Xu 
Follow this and additional works at: https://aisel.aisnet.org/iceb2005 
This material is brought to you by the International Conference on Electronic Business (ICEB) at AIS Electronic 
Library (AISeL). It has been accepted for inclusion in ICEB 2005 Proceedings by an authorized administrator of AIS 
Electronic Library (AISeL). For more information, please contact elibrary@aisnet.org. 
 A Project-Based Model for Implementing BPR 
 
Hong Ling, Wei Yuan, Zhengchuan Xu 
Department of Management Information System, 
Fudan University, Shanghai, China 
（86）021-65644783; E-mail: hling@fudan.edu.cn 
(86) 021-5507 2286; E-mail:032025078@fudan.edu.cn 
 (86) 021-5507 4914; E-mail: zcxu@fudan.edu.cn 
 
Abstract:  Business process reengineering (BPR) is an 
outstanding management theory but with a high failure rates 
of 70%. One of the major problems in many BPR efforts is 
lacking of a disciplined method to model business process. 
In addition, the implementation methodologies in past 
literature and famous consulting firms were incomplete, and 
lack of practical experience or academic foundation. After 
analyzing and comparing the pros and cons of several 
representative BPR implementation methodologies, this 
study proposes a new methodology which combines 
previous academic outcomes and practical experience in 
consulting firms. Based on a hands on project, the detailed 
approaches, targets, needful materials, and expected results 
of each stage are elaborated as well as the commonly used 
BPR techniques and tools. Furthermore, the innovative 
methods and steps in this methodology which ensure the 
success of the project are discussed. 
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I. Introduction 
 
Business Process Reengineering (BPR) was a new 
management tool introduced by Michael Hummer and James 
Champ in early 1990s，and was defined as “radical thinking 
and redesign of business process in order to gain 
breakthrough improvement in the business performance, 
such as cost, quality, speed, and service”. Hence it quickly 
caught the imagination of western corporate leaders and 
became a major subject of attention in academia and 
industry. Since its first launch in China in mid 1990s, BPR 
was soon familiar to the internal corporations along with the 
popularity of ERP in less than ten years.    
BPR is a very controversial topic in management 
literature. Despite isolated success stories at several firms, 
many organizations have encountered serious problems 
during their BPR implementations [1]. While BPR 
supporters claim that BPR is the only way to gain 
competitiveness and will lead to the reconstructed revolution 
instead of the industrial revolution, the discommenders bring 
forward the disappointed results of BPR efforts that the 
failure rates are as high as 70% [2]. Various reasons for this 
have been given in the past research. As William J. Kettinger  
                                                        
To put BPR into action, methodological choices play a key 
role for the success of BPR [6]. In BPR literature, Many 
BPR implementation methods have put forward to fill the 
void of the critical mass of BPR projects, e.g. Wastell et. Al, 
G. White , 1996 [8]; Hammer, champy, 1993 [9]; Kettinger 
et al., 1997 [7], etc.. Table 1 summarized several typical 
implementing methods [7] [9] [10] in BPR literature in 
terms of the stages and activities included. As usual, BPR 
project can be implemented in three stages according to the 
domestic and international BPR project experience [11]. It is 
the simplest reengineering method among them while the 
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said “like most new managerial innovations, reengineering 
experienced an initial period of chaotic “trial and error,” 
with a lack of accepted methods”, one of the major problems 
in many BPR efforts is lacking of a disciplined method to 
model business process [3] and the BPR implementation 
always without a proper method supporting systematic 
redesign [4] [5]. 
So, is there a BPR implementation method that can 
enhance the success rate? Many experts and scholars have 
explored on this way for many years and have summarized 
some useful models, but the process of implementing BPR is 
still incomplete and fragmented in past literature [6]. Some 
worlds leading reengineering consulting firms, such as ISS, 
DMR Group, Andersen Consulting, Mckinsey C., all make 
use of their own proprietary BPR methods and experience to 
fulfill their clients’ unique needs. But they have not further 
summarized their useful treasures. Besides，they lack 
enough theoretical proofs to support the correctness of their 
methods. Thus, even given the plethora of BPR consulting 
services now available, there has not been a study placing 
these methodologies, techniques and tools into a 
classification framework permitting project planners to 
assess the “fit” between their unique organizational problem 
situations and available tools [7].  
So, in this paper we will propose a new BPR 
implementation method which is feasible both in theory and 
practice by combining previous academic outcomes and 
practical experience in consulting companies. Also， 
commonly used BPR techniques and tools are mapped to 
each implementing stage. Especially, the efficiency and 
correctness of the implementation methodology has been 
validated and checked by a practical BPR project of KK 
Company. 
 
II. Literature Review 
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six-stage mode is the most complicated one. The composite 
stage-activity methodology based on the descriptions of 25 
BPR methodologies derived by Kettinger et al. (2001) helps 
the leading BPR project planners come out of the confusion 
of varies reengineering methods choice [6]. 
 
 
 
The BPR implementation methodologies outlined in 
table 1 have their own specialties and properties. The three-
step methodology is very consistent with its tools, and its 
evaluation standard is quite effective for its simpleness. So it 
quite suits the situation that the project has clear objectives 
and time limited. The four-step methodology is applicable to 
the common situations, i.e. if the project is some urgent, it 
can flexibly choose implementation approach and tools to 
reduce the time needed, or if the time is enough but the 
objectives are not very clear, it can choose corresponding 
implementation approach to identify the final aim in a 
longish period. The five and six steps methodologies are 
relatively mature and they are both suitable for the project 
which has undefined aim but with enough project time since 
they have a very detailed approach and its result is always 
perfect. However, all the methodologies have some its fatal 
weaknesses. For example, the three-step methodology is 
only for the project which has definite demands and specific 
evaluation index, and if the demand of the company is not 
systemic, the whole results will run in the opposite direction. 
Though the four-step methodology is mature, it emphasizes 
particularly on theory and its implementation approach. It 
ignores the real demands and the people in the company. 
Lacking the support of people and without agreement on the 
project results will lead to failure in practice. The five-step 
and six-step methodologies have the similar problem with 
the four-step methodology. They totally ignore the people in 
BPR implementation. Even though they have noticed 
gaining the support of top leaders, they overlook the demand 
of the staffers. Besides, they don’t have a definite approach 
to solve the compatibility between the new process and the 
existing process which is also a factor results in failure. 
Finally, the five and six steps methodologies have long 
period of project schedule which will increase the 
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investment and aggravate company’s burden. 
In conclusion, we summarize the following evaluation 
sheet of the above BPR implementation methodologies by 
considering several basic BPR principles (see table 2). 
 
Table 2 BPR implementation methodology evaluation model 
 
 
III.   A Project-Based BPR Implementation 
Methodology 
 
Is there a BPR implementation methodology which can not 
only gain the support of the whole company, but also can 
ensure the implementation quality as well as be time 
flexibility? With these questions in mind, we try to propose a 
BPR implementation methodology that can satisfy these 
requirements. By synthetically considering the pros and cons 
of the previous methodologies and referencing to the 
practical experience of several famous consulting firms, we 
put forward a new six-stage BPR implementation 
methodology which had been taken into action in the BPR 
project of KK Company (See Fig.1). 
 
Preparation 
Before the start of BPR project, some prophase preparation 
should be done, such as collecting the basic information and 
demands of its client. Only if the client has the belief that the 
BPR consulting firm has truly understood its problems and 
requirements, it will be interested in further communication. 
Otherwise, it will not engage the firm to do the project. 
Accordingly，the implementation firm can also evaluate if 
its resource may meet the client’s requirements correctly. 
Only with plenary capability can the BPR consulting firm 
ensure the quality of the project. 
Another task in the preparation stage is winning top 
managers’ support. As BPR is a long strategic innovation 
which has a far-reaching influence on the company, the top 
managers’ understanding seems so critical to the successful 
of the project. In this stage, BPR team should make the top 
manager fully understand the importance and necessary of 
BPR, and be on to BPR is an inevitable direction that the 
success has direct relationship with his own career 
development. On this precondition, we can remove their 
uneasy caused by the change of management process and 
their resistance to the reformation of human resource. If the 
top managers are eager to the success of BPR instead of 
embarrassing it, they will delegate power to the BPR team 
and support their work. The agreement on the aim, business 
vision，and final effect of the BPR project is also necessary 
other than winning the trust of top managers. BPR is not a 
heal-all and its effect can’t appear immediately. Therefore, 
the agreement on the effect and vision of BPR project is 
propitious to the fair evaluation of the BPR effect made by 
top managers latter. Certainly, the top managers we have 
mentioned here must be the one has absolute authority in the 
company who own the final Power to make decision of the 
BPR project.  
Table 3 summarized the main targets, needful info-
rmation, expected results, and the tools and techniques 
available in this stage. The detailed implementation appr-
oach is also displayed in Fig. 2. 
 
Fig. 2 detailed approaches in preparation stage 
 
Initiate Meeting  
Initiate meeting is very important in BPR implementation. 
It’s the first meet between project members and the company 
members involved. There are several important tasks in this 
meeting including interpreting the cause and targets of the 
project, propagandizing the foreground of BPR, representing 
the detailed implementing methodology and approach, 
lessening the resistance of related people and winning 
support, and establishing the reliability of the BPR team. 
During BPR implementation, the most pivotal factor is 
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people. Whether the employees in the company support BPR 
and are willing to provide relevant information is of great 
importance. It is dangerous to implement BPR without 
 
 
 
 
 
sufficient support of employees. Therefore, the importance 
of initiate meeting in BPR project can’t be ignored. 
The BPR consulting firm should inspire the related 
people of the company with proper exciting methods, such 
as putting forward the fascinating foreground of BPR and 
reasonable reengineering approach. By this way, employees 
can understand that BPR can bring continuous development 
to the company and also benefits to himself indirectly. 
Thereby, the inimical psychology of the employees who are 
afraid of the short-term loss caused by reengineering can be 
lessened. Besides, top managers’ support and delegation can 
also remove the BPR objectors’ gaingiving and can make for 
the following work greatly. 
Finally, the self-introductions of the team members in 
this initial meeting can set up the team’s prestige and trust by 
making all the employees know each team member’s ability 
and specialty, which is of great benefit to solve problems 
during the reengineering implementation. 
In table 4 we have summarized the main participants in 
the initial meeting, as well as the materials prepared 
beforehand and usable tools and techniques in this stage. 
Also, the detailed approaches are presented in Fig. 3. 
Process Analysis 
The next stage is describing and analyzing current process 
after the initial meeting. Company always has its own 
written process and the posts for running the process. 
Therefore, BPR implementation team should understand and 
summarize the written process and its corresponding posts. 
After that, team members need to arrange a meeting with the 
charges in the company for further communication and try to 
find out the difference between the process in action and the 
process in documentation, and the reason for it. The 
profound understanding about current process will provide 
the team members with feasible and innovative ideas for the 
process redesign.    
On the basis of understanding current process, team 
members have to find out which process should be improved. 
The feasibility of improvement must be analyzed carefully 
and the impossible ones should be eliminated. Afterwards, 
the importance of the candidate processes need to be sorted 
for solving the most important problem with the limited 
resources and promoting the competitiveness of the 
company furthest.  
The main targets, needful information, expected 
results，useful tools and techniques are indicated in table 5 
as well as the detailed approaches presented in Fig.4 
Process Redesign 
In this stage, a new process which should meet strategic 
objectives and operable is developed as well as 
corresponding organizational structure, IS and social system. 
Firstly, the principles and benchmark of BPR should be 
reaffirmed with the top leaders in the company, because BPR 
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principle and benchmark varies with different companies and 
different targets. For example, if A Company pursues quick 
response ability and B Company pursues high precision of 
the process not response ability of process, then even the 
same project team will adopt different methods. Certainly, 
the new processes designed are different. Afterwards, BPR 
team has to further analyze the improve space of process and 
carry through the process redesign by using innovative 
ideation and advanced reengineering techniques.  
Hereon, the fundamental of business reengineering -- 
ESCRI can be utilized. Namely, Eliminate: eliminate 
needless functions and no value-adding activities; Simplify: 
simplify the complicated process; Combine: consider 
combining the irrevocable tasks; Rearrange: whether the 
order of tasks can be rearranged; Increase: increase the 
functions needed but have not been in existence. 
The main targets, needful information, expected results, 
and useful tools and techniques are also summarized in table 
6 as well as the detailed approaches of this stage presented in 
Fig. 5. 
Fig. 3 detailed approaches in initial meeting stage 
 
Fig.4 detailed approaches in process analysis stage 
 
Fig. 5 detailed approaches in process redesign stage 
 
Fig. 6 detailed approaches in the evaluation stage 
Circular course of process improvement
examine existing human
resource according to
new process
examine existing IT
capability according
to new process
Examine the process redesign projects
according to the reengineering
principle and benchmark
Optimize the process
circularly and collect
more feedbacks
Discuss the primary redesign
solution with correlative
departments for feedback
Synthetically analyze the
feedback and form a general
Imagination of improvement plan
Define the key joints of
reengineering processes
and other correlative
processes
Make the joints of
reengineering process
and other process
compatible
Promote  final
optimize solution
 
Feedback & Improvement 
The elementary checkout and melioration of the new 
designed process should be done in this stage. BPR team 
will estimate whether the new process fits well with the 
company’s manpower and technical level, and achieves 
expectant targets. Then, according to the real condition, the 
preliminary revise solution should be developed and be 
checked in terms of BPR principles and benchmark. 
Whereafter, the following steps should be repeated by 3 or 4 
times. 
1) document the revised process and distribute the 
documentation to the related people in the company 
2) the project team members make an interview with 
related directors and all the managers in the company to 
collect feedbacks 
3) Collection and analyze of feedback and identify 
valuable ideas which will be used to optimize the new 
process once again. 
After tree or four times’ repeat, project team should find 
out and check the compatibility of the pivotal joints of the 
new processes and the existing processes. The final process 
optimization is finished after solving the problem of 
compatibility. 
Table 7 summarizes the main targets, needful inform-
ation, expected results as well as the available tools and 
techniques, and Fig. 6 presents the detailed approaches of 
this stage. 
Pilot & Monitor  
How to put the new process into action is an important 
question after advancing the final BPR solution. Usually, the 
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project team has to choose a pilot process from the 
reengineered processes. Given the urgency, the pilot process 
should be the one that has the least changes of posts and the 
employee training can be finished in short periods. Besides, 
the IT structure and applications needed for running the pilot 
can be set up quickly. Once the pilot process has been 
chosen, the project team starts to go about forming a pilot 
team, defining posts, training employees, and designing new 
technical platform. During the pilot experiment, the pilot 
team should monitor its status as well as its backup process, 
and collect feedbacks. Making use of the pilot, the effect of 
the new process can be evaluated and its efficiency can be 
further spotted. Furthermore, the client also can apperceive 
the benefits brought by BPR and be confident of the 
implementation of all the new processes. Thus, the whole 
new processes can put into action and be further ameliorated 
if the pilot process rolls one's hoop. 
The main targets, expect results, and tools and 
techniques available in this stage are summarized in table 8 
and detailed approaches are presented in Fig. 7. 
 
Fig.7 detailed approaches in the pilot & monitor stage 
 
 
IV.  Discussions Based On a Hands on Project 
 
Project Background 
KK Co. is one of the leading companies in domestic 
household appliances trades. Its products such as DVD, 
telephone, language repeater and so on have been dominant 
in market. In order to making the most of its previous 
customer base, brand priority and channel management, KK 
Company launches new product ranges continuously for 
further development. Recently, KK Co. has launched a series 
of middle-level products, and prepares to promote the sales 
of them in next phase. It wants to become a leading company 
in domestic mini-music center market by further 
consummate its product structure. In order to be better 
customer orientated, the company engaged a consulting firm 
to reorganize the process of new product development and 
marketization for solving the current profit bottleneck ASAP. 
In sum, KK Co. wants to improve the following aspects. 
1) identify the demands of the target customers 
2) develop vision of new products and annual plan 
3) the basic way for improve new product design  
4) examine and approve the new products development 
5) design and develop according to the concept of new 
product 
6) identify the marketing and selling solutions 
7) market popularize and track record analysis. 
Discussion of the Project Results 
This suit of new processes has been used by one of KK 
Company’s new products—mini- acoustics. Employees in 
the company generally consider that the orientation of 
products is more accurate now. It has gotten rid of 
embarrassments caused by eyeless development and produce, 
and has been truly customer oriented.  
The practice of the BPR project in KK Company has 
proved the feasibility of this innovative BPR implementation 
methodology which integrates both the distillate of previous 
BPR theories and the experience of the consulting 
companies. It assures the feasibility of implementation and 
the correctness of the BPR results by following innovative 
methods and steps: 
1) understand the actuality and demands of the company 
clearly before the start of the project 
2) definitely determine the targets of the project and its 
evaluation standards with the top managers of the company 
before the start of the project 
3) win the support of the top managers of the company 
before the project starts 
4) gain the support of the whole employees in the 
company at the initiate meeting 
5) delegate power to the project team at the initiate 
meeting  
6) choose appropriate analysis tools and methods 
according to the current condition of the company 
7) choose proper reengineering solution on the basis of 
practical condition of the company 
8) obtain continuous improved redesign solution by a 
closed loop of circular feedback 
9) settle the contradictions and problems of new process 
by using the pilot  
Though the time needed in this BPR methodology, it is 
quite feasible for some steps can be abridged or adjusted in 
different situations. For example, if the company has strong 
self-awareness and knows the direction of BPR and 
evaluation method clearly but with an urgent time 
requirement, then the first, second and the fifth step can be 
eliminated, besides, the step of running the pilot in the sixth 
step can also be eliminated if time limited. Thus, the BPR 
implementation methodology is similar with the simple 
three-step mode recommended before. The implementation 
is quick as the convenient and simple steps. Using the model 
introduced before (see table 2) to evaluate this new BPR 
implementation methodology. We will have the following 
table (table 9). 
 
V. Conclusion 
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Nowadays, there are numerous theories and methodologies 
in management science, but have few revolutionary ones, 
while BPR is an outstanding one among them. Many 
enterprises win great success by business process 
reengineering. However, the high rate of failure indicates the 
huge risks in BPR implementation. The failure of BPR 
usually leads to quite turbulence of the company, some time 
even collapse. But it is a crag-fast situation that if doesn’t 
carry out BPR the rigescent company will also be devoured 
by rivals in the competitive market. Various BPR 
implementation methodologies have been put forward by 
scholars which aim at enhance the success rate of BPR. But 
many of them are incomplete and lake of practical 
experience. However, the implementation methodologies in 
the consulting firms which have plenty practical experience 
are always lack of systematization and theorization. The new 
model for implementing BPR advanced in this paper 
combines both previous valuable BPR theories and practical 
experience in the consulting firms. It has a strong theoretical 
and practical proof. Especially, it is quite forceful for its 
good production in the practical BPR project of KK 
Company. It is believed that if implementing the BPR 
according to this methodology and choosing proper 
implementation team, it will greatly enhance the success rate 
of BPR project. We hope that this new BPR implementation 
methodology will be supported and further perfect by 
researchers, who are interested in this domain, and have 
made a certain contributions for the revolution of modem 
enterprises. 
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